
1 
 

Final Report 
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Members of the Task Force 
Peggy Jackson, Board of Trustees member 

Bonnie Beavers, Governance Committee member 

Marilyn Emery, Cedar Lane member 

Marion Torchia, Cedar Lane member 

Debbie Trent, Cedar Lane member 

 

Duration of the Task Force: 
April 18, 2018 – June 30, 2018 

 

Right Relations Task Force Charge 
(March 2018) 

 

BACKGROUND 

Board Policy Manual Section IV.C.8. stated an intent that the Board of Trustees ensure that 

the Congregation develops a Covenant of Right Relations. In 2016 Cedar Lane began 

conversations around covenanting and, in October 2017, the congregation voted to approve 

our current CLUUC Covenant of Right Relations. It is now part of Board Policy Manual 

Section I.  As a next step, the Board of Trustees is focusing on ways to ensure that the 

Covenant is understood and followed. 

  

CHARGE 

With our Unitarian Universalist Principles & Purposes, the CLUUC Covenant of Right 

Relations, governance structure, and the CLUUC Vision & Mission as the foundation, the 

Board charges a Right Relations Task Force, comprised of Cedar Lane members, to work 

closely with the Ministry Team to develop a process to learn, communicate, and practice the 

ideal of right relationship as part of congregational governance and membership. The process 

should include a fair and equitable plan to address conflict when it challenges the safety and 

well being of Cedar Lane. The Task Force reports to the Board and is expected to provide 

monthly updates.  The Task Force should complete its work by July 1, 2018 or request an 

extension. 

Right Relations Task Force 
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 Recommendations 
 

Overview 
In keeping with our understanding of Governance by Policy, we saw our role as twofold: 

 

1. To develop procedures to guide the Senior Minister and the Board in addressing conflicts 

that rise to the level of disruptive behavior that threatens the safety and well-being of our 

church and its congregants.  

2. To help Cedar Lane create and sustain a culture of right relations so that our congregants 

have the motivation, ingrained habits, and skills to manage disputes on their own, before 

those disputes rise to the level of disruptive behavior. 

 

In addition, our work led to discussions of possible charges of sexual harassment. We determined 

that when a charge of sexual harassment involved a congregant (and no staff), that dispute would 

rise to level of disruptive behavior and be handled under the Disruptive Behavior Procedures. Sexual 

harassment in the workplace is more complicated and beyond the scope of this task force.  We did, 

however, come across potential problems in Cedar Lane’s Personnel Policy Manual. These issues 

are discussed in Section III. 

 

I. Disruptive Behavior Procedures 
   

Language from our charge: 

“The process should include a fair and equitable plan to address conflict when it challenges the 

safety and well being of Cedar Lane.” 

 

Our plan to address conflicts that affect the well-being of our church: 
The procedures we developed are in this report’s Appendix. As our preamble states, “These 

procedures recognize that our goal is not to judge each other, but to listen with respect, honesty, and 

compassion as we attempt to keep each individual within our community while protecting and 

maintaining the peace and safety of the whole community. These procedures assume that 

individuals, who listen with respect, will come to understand that their behavior, however well 

intentioned, may be threatening to others in our community. With that understanding, it is expected 

that they will be open to resolving the issue and upholding our Covenant. These procedures also 

make provisions for those rare instances when best efforts fail.”  

 

It is assumed that the version of the procedures that the Board approves will replace the Disruptive 

Behavior Procedures currently in the Board Policy Manual. 

 

Possible motion: I move that the Board approve the Disruptive Behavior Procedures presented 

by the Right Relations Task Force and use these procedures to replace the current procedures in the 

Board Policy Manual. 
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II.  Right Relations Education 

 

Language from our charge:  
“…the Board charges a Right Relations Task Force, comprised of Cedar Lane members, to work 

closely with the Ministry Team to develop a process to learn, communicate, and practice the ideal of 

right relationship as part of congregational governance and membership.” 

 

Our thoughts: 
We recommend that the Board suggest to Ministry that it create a permanent, energized and 

comprehensive Right Relations Education Team. We have begun the work of imagining that effort 

(see below) and three of our task force members –Marilyn, Marion, and Debbie – are willing to 

serve on a newly created Right Relations Education Team to continue the work that the Task Force 

has begun and to ensure that Cedar Lane stay committed to nurturing a culture of right relations. 

 

Here’s how we envision the new right relations effort. 

 

Possible mission statement: The mission of the Right Relations Education Team is to help Cedar 

Lane build and maintain a welcoming, safe, and inclusive community, so that all who enter, worship 

and work here will learn, communicate, and practice the idea of right relationship as part of 

congregational governance and all interactions with and for our beloved community.    

 

Place in our governance structure: Ministry 

We feel the Right Relations Education Team falls under Ministry. We originally thought it might fit 

under Lifespan Education, but after talking with Tim Atkins (who responded yes when we pulled 

him into our meeting on a moment’s notice!), we recommend that Right Relations be a separate 

Ministry Team.  

 

 

The Right Relations Education Team’s efforts would include: 

1. actively promoting awareness throughout CLUUC that we have a Covenant (giving it to 

new members, publicizing at church services – in the Order of Celebration, on the lobby 

and sanctuary screens); 

2. teaching leaders of committees and teams about right relations; 

3. having workshops for committees and ministry teams members; 

4. working closely with the Lifespan Education Team on teacher training and programming; 

5. special outreach to the Pastoral Team; 

6. incorporating right relations in unconscious bias training; 

7. asking the Worship Team to consider developing a service around the themes of “conflict 

management” and “conflict transformation;” 

8. making right relations a Soul Matters theme. 

9. incorporating right relations youth R.E. curricula and activities. 

 

 

 

 

Resources: 

1. UUA Tapestry in Faith. 



4 
 

2. UUA LeaderLab: Leadership Development Learning Center. 

3. UUA Youth Ministry Workshop 9: Conflict Management and Transformation. 

4. Congregational Life and Conflict Management: An Application of Family Systems 

Theory. UUA 2005. 

5. All Souls Right Relations activity: Tossing Snowballs http://www.all-souls.org/ucc-

review 

6. Conflict Resolution Center of Montgomery County (in Bethesda). http://crcmc.org 

 

Monitoring: We recommend that the Right Relations Education Team set up a process – e.g., 

periodic surveys – to monitor the congregation’s progress toward being in right relations. 

 

Possible motion: I move that the Board adopt the Right Relations Task Force recommendation to 

suggest to Ministry that it create a permanent Right Relations Education Team and consider 

appointing current Task Force members, Marilyn Emery, Marion Torchia, and Debbie Trent as 

founding members. 

 

 

III.  Sexual Harassment  
 

A. Claims involving staff  

 
A formal written complaint of sexual harassment involving a staff member — whether between staff 

members or between a staff member and congregant— is a legal issue because of potential church 

liability as an employer. Sexual harassment includes conduct that “unreasonably interferes with an 

individual’s employment or creates an intimidating, hostile, or offensive employment 

environment.”    

  

Cedar Lane’s Personnel Policy Manual addresses sexual harassment in Section II. B (page 6), and 

states, “Every report of sexual harassment will be promptly investigated.” However, the Manual 

does not specify who conducts the investigation. It is our opinion that neither the Senior Minister nor 

the Board should investigate legal matters such as sexual harassment. We strongly recommend to the 

Board that it work with the Human Resources Committee to revise the language in Section II. B of 

the Personnel Policy Manual to: (1) streamline the sexual harassment reporting requirements so that 

the Senior Minister is immediately and directly notified as the head of staff, (2) require the Senior 

Minister to notify the Board that the report has been made, (3) require that sexual harassment 

involving the Senior Minister be immediately reported to the Board President, (4) stipulate that in a 

case of a claim of sexual harassment, the Board will promptly engage an outside professional 

resource with appropriate expertise to investigate and make the necessary legal conclusions, and (5) 

clarify the role of the Board of Trustees in sexual harassment matters. Our Task Force recommends 

the Conflict Resolution Center of Montgomery County (CRCMC) as an appropriate Board resource 

for expertise in such matters. Suggested revised language to the Personnel Policy Manual is included 

in paragraph C. below.  

 

 
  

B. Claims not involving staff 
Sexual harassment claims involving congregants (and no staff) do not trigger potential church liability issues 

in the same way as claims involving “employees or agents of the Church” would. In that respect, sexual 

harassment between congregants is similar to disruptive behavior and would be handled under the Disruptive 

http://www.all-souls.org/ucc-review
http://www.all-souls.org/ucc-review
http://crcmc.org/
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Behavior Procedures and, under those procedures, could be referred to an ad hoc Right Relations Team 

knowledgeable about sexual harassment. 

  

C. Suggested revision to Personnel Manual (addressing role of the Board) 

  

            Current language: 
  

Any employee who believes he or she has been sexually harassed by another employee, a supervisor, 

or any other person encountered in the course of employment should report that conduct immediately 

to his or her supervisor. If the discrimination involves the employee’s supervisor, the concern should 

be reported to the next level supervisor up to and including the Senior Minister. If the concern 

involves the Senior Minister and the Senior Minister is the employee’s supervisor, the concern should 

be reported to the Chair of the Board of Trustees. If the report is received by someone other than the 

Senior Minister and the report does not involve the Senior Minister, that individual should 

immediately report it to the Executive Director or Senior Minister. If the report involves the Senior 

Minister, the individual receiving the report should immediately report it to the Chair of the Board of 

Trustees.  

  

Every report of sexual harassment will be promptly investigated. Although investigations will be 

conducted with sensitivity to confidentiality issues, investigative information will be communicated 

as appropriate to those with a need to know. If the investigation indicates that a violation of this 

policy may have occurred, timely and appropriate action will be taken.  

  

  Possible new language:  

 

Any employee who believes they have been sexually harassed by another employee, a 

supervisor, or any other person encountered in the course of employment should report that 

conduct immediately to the Senior Minister. If the employee makes a formal 

written complaint, the Senior Minister will notify the Board. If the concern involves the 

Senior Minister, the concern must be immediately reported to the President of the Board of 

Trustees. The Board of Trustees will ensure that every formal written complaint of sexual 

harassment is promptly investigated and will engage an outside professional resource with 

appropriate expertise in sexual harassment claims to investigate and make the necessary 

conclusions and recommendations. The investigation will be conducted with sensitivity to 

confidentiality issues, and the investigators will communicate all information directly to the 

Board of Trustees. The Board will take timely and appropriate action if the investigation 

indicates that sexual harassment may have occurred.  

 

D. Future task force 
The Board may disagree with us and want to consider a different approach to handling claims of sexual 

harassment. If so, we recommend that the Board charge a new task force to consider the matter.  

 

  

 

IV.  Communication with the Congregation 
Assuming new Disruptive Behavior Procedures are adopted and Ministry launches a Right Relations 

Education Team, we recommend that the Board and the Ministers communicate these initiatives, and 

the reasons for them, to the Congregation. 
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Appendix 

 
CEDAR LANE UNITARIAN UNIVERSALIST CHURCH 

BOARD POLICY MANUAL APPENDIX A 

DISRUPTIVE BEHAVIOR 

PROCEDURES 
[Board to insert adoption date here] 

  

THESE PROCEDURES PROVIDE INSTRUCTIONS FOR FAIR AND TRANSPARENT 

IMPLEMENTATION OF THE DISRUPTIVE BEHAVIOR POLICY IN BOARD POLICY 

MANUAL, SECTION IV. C. 9. 

 

PREAMBLE:  In agreement with UUA principles, Cedar Lane Unitarian Universalist Church 

encourages the open exchange of opinions among individuals, and the use of the democratic process. 

We seek to provide a safe environment for expression. Collectively and individually, we take 

responsibility for the health and peacefulness of our faith community. In that spirit, we adopted a 

Covenant of Right Relations, which we resolve to uphold. Recognizing that some conflict is 

inevitable, we will promptly address any behavior that creates a perceived threat to the physical, 

emotional, or spiritual well-being of our members and friends, and attempt to restore right relations. 

These procedures recognize that our goal is not to judge each other, but to listen with respect, 

honesty, and compassion as we attempt to keep each individual within our community while 

protecting and maintaining the peace and safety of the whole community. These procedures assume 

that individuals who listen with respect will come to understand that their behavior, however well 

intentioned, may be threatening to others in our community. With that understanding, it is expected 

that they will be open to resolving the issue and upholding our Covenant. These procedures also 

make provisions for those rare instances when best efforts fail. 

 

 These procedures do not address:  

● disputes between individual church participants when those disputes 

do not involve disruptive behavior as defined here and in the Board 

Policy Manual. Those individuals will be offered conflict 

resolution/right relations resources in keeping with our Covenant to 

communicate directly, with respect, honesty, and compassion, and to 

forgive ourselves and each other so we may begin again in love;  
●  misconduct by staff members. The Senior Minister addresses 

misconduct by staff. (Bylaws Article VIII, Section 1.3, 4); 
● conduct that involves a potential crime, or potential liability to the 

church as an entity or employer. The Senior Minister and Board will 

handle these issues. 
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I.  DISRUPTIVE BEHAVIOR:  Disruptive behavior is described in Board Policy 

Manual Section IV. C. 9, and involves any action that creates concern for the physical or 

emotional safety of children or adults, disturbs church activities and functions, or weakens 

Cedar Lane’s ability to serve current and future members by causing offense and driving 

them away. Disruptive behavior can occur on church grounds or at church-sponsored events 

at other locations.  
 

A.  Immediate threats.  Any minister, staff member, or lay leader faced with an 

immediate threat of harm to the safety and well-being of any individual or group on 

church property is authorized to respond appropriately to remove an offending 

individual from the premises, including a call to law enforcement if needed. A full 

report to the Senior Minister and Board of Trustees must be made immediately after 

the incident.  

 

B.   Non-immediate threats. Reports of any disruptive behavior should be made in 

writing to the Senior Minister (or designee).  The Senior Minister, who may also 

engage the assistant minister, shall make a pastoral attempt to establish facts that 

can be agreed on, determine whether disruptive behavior has occurred, and either 

address it, or refer the reporting individuals to conflict resolution/right relations 

resources to resolve lesser disputes on their own. The minister will use best efforts 

to care for all individuals and arrive at a solution to resolve a disruptive behavior 

situation. These pastoral efforts may include:  

● inquiries to discover relevant personal information that might inform 

the dispute; 
● an agreement in writing to abide by the Covenant of Right Relations; 
● an agreement to avoid contact with certain individuals or groups; 
● a joint conference with family members with consent from the 

individual; 
● a joint conference with groups or teams to which the individual 

belongs; 
● removal from volunteer activity in consultation with the group(s) 

engaged directly in that activity.   
 

C.    Referral to a Right Relations Team. An ad hoc Right Relations Team (RRT) will 

be appointed by the Senior Minister in conference with the Board of Trustees 

when: 

● the best efforts of the ministers do not resolve the disruptive behavior 

situation within 30 days of its being reported;      
●  in the Senior Minister’s judgment, the issue should be transferred to 

Right Relations Team; 
● the individual requests appointment of a Right Relations Team and 

agrees to follow the RRT’s recommendations, which are binding.  
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II.           AD HOC RIGHT RELATIONS TEAM  (RRT) 

 
A.   Team Composition. The Senior Minister, assisted by the assistant minister, 

shall utilize best efforts and resources to appoint an ad hoc Right Relations 

Team of Cedar Lane members with skills and expertise appropriate to address 

the specific problem at issue. The RRT shall consist of either three or five 

congregation members. Staff and members of the Board may not serve on the 

RRT. The RRT will review and become familiar with these procedures.   

  

B.    Notifications. 

 1. The Senior Minister will notify the individual in question that an RRT has 

been set up to resolve the problem.  That individual will be given a list of the 

members on that team and the individual will have 10 days to object with an 

explanation to any one RRT member’s participation. The Senior Minister and 

assistant minister, for good cause shown, will find another RRT member to 

substitute. 

 
 2. The RRT will notify the individual in question — and any key people it 

deems essential to understanding the issue – of the process that will be used. 

The RRT will conduct a thorough investigation, and use best efforts to ensure 

that all individuals feel they have been heard, and to prevent, if at all possible, 

the permanent removal of any individual from Cedar Lane.  

 

C.  Meetings and Methods. 

 1.    The RRT will meet first with the Senior Minister to review the facts that 

may establish disruptive behavior. All individuals directly involved in or 

witness to the disruptive behavior will be invited to submit written evidence as 

part of the RRT’s additional fact-finding and research. The RRT will 

interview the individual and will use discretion and best judgment to decide 

how interviews should take place regarding persons directly involved in or 

witness to the disruptive behavior. Impartiality and fairness are paramount in 

all RRT proceedings. 

 

 2.    If the RRT does not find sufficient evidence of disruptive behavior, it will 

contact in writing the Senior Minister, the Board, and all individuals involved 

to report its conclusion as soon as possible, no later than 30 days from 

meeting with the Senior Minister. Otherwise, the RRT will continue to meet to 

find a resolution.  

 

 3.    The RRT will protect and not disclose the identity of all individuals who 

provide in writing a reasonable basis for that request.  No other confidentiality 

or nondisclosure agreements will be made by any participants including the 

RRT, Board, or Senior Minister.  

 

 4.  One member of the RRT will take minutes of every meeting. The RRT will 

send its meeting minutes to the Senior Minister and the Board President as 

soon as possible and make them available on a timely basis to any church 

member who requests them in writing.  

D. Findings and Recommendations. 



9 
 

 1.  The RRT will finalize its recommendations within 60 days of its first 

meeting. Any extension must not exceed 30 days and must be approved by the 

Senior Minister and the Board. Before its final recommendation, the RRT may 

institute temporary restrictions it deems essential to protect the peace, safety 

and well-being of the congregation. If the RRT decides that temporary or 

permanent restrictions on an individual’s behavior or participation in church 

programs are necessary, the RRT will limit them as much as possible to 

uphold that individual’s inherent worth and dignity while protecting the peace, 

safety, and well-being of the congregational community.  

 

  2.  A majority (two-thirds or three-fifths) of the RRT must agree on the 

recommended solutions, which will be submitted to the Senior Minister and 

the Board in writing, in the form of an agreement, to be dated and signed by 

the individual and the RRT.  

 

 3.  In the rare instance that the RRT cannot find any solution or that an 

individual will not voluntarily agree in writing to abide by RRT 

recommendations, concern for the peace and well-being of the congregational 

community will be given priority over the feelings or actions of any 

individual. The RRT will refer the matter to the Board and inform the Senior 

Minister that it has done so.   

 

  4.  If it becomes apparent that a signatory to the RRT agreement is in 

violation of the agreement, the RRT within 30 days of their awareness of the 

violation will reconvene to discuss appropriate remedies, including but not 

limited to referral to the Board for removal from membership or participation 

in Cedar Lane activities. 

 

 

III.           MATTERS REFERRED TO THE BOARD 

 
A.   When the RRT refers a matter to the Board, the Board will review the RRT’s process 

and records.   If the Board concludes that the RRT did not follow appropriate 

procedures, the Board will instruct the Senior Minister to appoint a new RRT to 

reconsider the matter. If the Board determines that the RRT has correctly followed 

procedures, the Board will let stand the RRT’s recommendations, and will notify the 

individual that the Board is considering permanent removal from membership or 

participation in church activities. In a timely manner, the Board will schedule a 

special Board meeting with the individual to allow that individual to speak on his or 

her own behalf.  

 

B.    Under Bylaws Article III, Section 5, a member may be removed from membership by 

a two-thirds vote of the Board for actions that threaten the well-being of the church, 

and that member has the right to be heard by the Board prior to the vote. The Board 

also may remove or limit non-member participation as part of its powers incident to 

general supervision and direction of the affairs of the church under Article VI, 

Section 4. 

C.  After 6 months, an individual removed from membership or participation by vote of 

the Board may, for good cause shown, ask the Board for reconsideration. The Board 

can specify conditions for return and set criteria for evaluation of compliance. A two-

thirds majority will be required for return to the community.    
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D.  After removing an individual from membership or participation, the Board shall 

weigh the benefits of disclosure to the Congregation with the demands of privacy in 

deciding how much detail to disclose to the Congregation; but in all cases shall 

explain why and how the Board made its decision and shall communicate this 

information in a timely manner likely to be seen by any interested member.       

  

End of Report 


